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ITIRANOUM FORs  ASSISTANT DIRECTOR, SPEGIAL OPRATIONS
TRONt Chlof, Staffs Cand D

SUBJECTs: | Stops Yoceseary to Flace CIA, Particularly ¢SO, ina
o . Fesition to Adequately Fulfill Basie Responsibilities
During the Present and Ineviteble Fature Emorgencles.

X« Porsuant to our recont gonversadicns concerniag the shove ‘
gubjeet, theve is outlined below cortale sdministrative sud cibep
- 82%iin which 4t is feoli should be taken as soon as possible in ordar -
- to placs CIA, and particularly 039, in & position to cops with enspe o 1
guncy responsibilities. An attompt has boen made to seb oub these P L{‘ ,
... @mgzestions in logicel order, swbdividing them into setion RECOIJBYY S
caey o eatablish the Jurisdiction, functions, and anthority of CIA, sction
- hateecsssary within CIA as a whole, acd eotion prizerily nocessary within
/ . O80. However, those supgestions ave not listed in striet priority
- erder. It is realized that many of these suppostions have boon rads o
- previcusly and duplicate ideas which alrecdy have beon given congidey=- .
- &ble thought. It is felt, however, that thers is some value in rostgbe
© dng them at this time. For practical reasons; no efford has besn mds
.. to present all of these proposals at this point in complebely staffed
- forw. Complote etaffing of thoss with which you concur will, of course, o
bo necessary and i recomserded ab the close of this memorandum. Kop
o is this memsrandum beling presented with any protension that it contains L
" proposals regarding all action which should be taken to anable CIA to .
T meot present and future emsrgonoiss. L i - AT T

2. I should like to point cut also thel, taken en tote, these
oo proposals ropresent @ hizhly asbitious program for the strengthaning = -
"o, of GIA to ansbls 1% to assume the position whlch I feol the Congreocs -
~ intended 40 give it with the passing of the Matiomal Security Acb of -
1747 and the CIA Act of 1949." Tnevs proposals of resensity snvisage
dxantie chanros within othor offices and staffs of Cla; el ades 7
within sgencies outoide CIA. ¥hile tho portions of the proposals
- enviseping sush changes may well be el with bittsr eppogsition and e
-with some resentment, it is felt thet the taking of sll possitle sctiom o
%o lmplement them is & rosponsibility which should be peithes deforrad g
.~ nor sidesterped. Obviously, msny of the sugpestions may ot be suscope
-~ tihlo of te effectuation. Eowever, the present crisis provides
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- &8, Pefenss, the HSC, and, if necessary, the ¥hite Houss and, where

o bo Eec%ﬂitim of the responsidility and euthority of the

 ona of the best opportunitiea tor pressiug them that haa md.ated aince‘:""'

iho creation of Cid.

IxX. JJ"TIGK RECESSARY TO BTA‘BUS!! ‘I‘HE MSDICTIGWLFUI%'TIQBE, AND

1"'“(2; vj.y‘f U; CIlA.

The Director of Central Intellisence should immedlately make rep=

reaa:mmtiona to the highest necessary aatherities, irelading _Stz“ve,
apg)rc;wiate, Gongress, to securs Iavora:sla scilon on the :‘.‘ollxming

‘pmblwc -

‘ ..h m propar imadmta mlomntaum of X5C 50,

" 2. Ths anthorization or reauthorization of the Dirscter of
© . Central Intelligence a3 the exsontive agent of tha E-at-
: 1oua1 Security Counsil 4n Intelligence maiters.

- 3. Complete :avisien of and additions to the E3C Imellivm
oo Dlrectives ad, whare nesessary, NC Directlves, for the
- parpose of mora clearly delineadting ths euthority aned
Juriadiction of CIA; more olecarly ;aravidin; Por a coor=

0 dinated intelligesce efford, and providing new authority fcr e

T pacessayy emevgency intellligence actlon. Thess directives -

S -0 should be aritten end rewritien in sovch a way that thely L
S ",5_ - practical workability and enfarcemant is aspursd. ‘

Dizrector of Certral Intsllizence under the provisien of
- the Hatlonal Security 2ot of 1947, which provides "fhat

o for protecting intellizance sources snd methods from

unzubhorised disolosure™s It is foit that this provision =
- of the iot represeuls o053 of the w99t powerful wespons as -

.70 weld as ons of the gravest responsidilities ellocated to

“oany Ue8. agency hoed, and that the maxtzum utilization of |
o this should be made for the purpose of esﬁabli&bing in fmt

.. & Cordral Intelligence Agezcge

. Resognition and forsslization of tha position of the mz’ R
O and CIA in the cowmnications intellizowce fleld. Inm thls .

. regerd thers 1s oonsiderable lozic in the pesition that
o 'RSGID Bo. 9, which seb un the USCIB mechanisa, ia in .
' devogation of the statutorily allocated rights and paum

. of the ICI. In any event, ths USCLB mechaniesa is hopelesely

pasillardmous and Ineffeotive. Implesentatlon of this

LI pwpusal should apeciﬁ.cal!y pwvids for a Wm ngasure - .

e
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" of policy control and guidamce to b exerted by CIA on |
oo tho comind protucing spennles. Ono of the gravest probe
- lems involved at the momont is ths quostion of priorities
snd allocation of effort. In this gonnection you will

~ rocall the detailed memoranium which you mubmitbed to the |

LCI some time azo, anslysing the present inoffectivcnezs

and lock of produetivity of the AFSA sgensies amd poimizg" S

¢ut the desperate nsed for & complate overhsoling of the
ocommnleations intelligerce effort. Ons of ths firsd
projects whlen should bs undertzken 4= & contralised,

- presented by high socurity Seviet cipher systons.
ﬂ Claz-iﬁcatien of the position of CIA, and spscifically
““ present time but in tise of war. This claritiestion shogld
: of the U3, in tirmo of war at least, ard its proper coor=
- dlpation with tho JC3. Armong the eheanges which probably .
should be effected lumedirtely are those which world

% pesult dn ostablishirg closer rolationshipe betweem 050 -
and the J5 in order that thers an be & dircet furnisbing

Y nsceszary intelligzense to tho J05 and an inmodlste .ﬁzr- e

. mishdng of guldence and targsts from the J0S to SO,
o 7‘ Prepar.atiﬂﬂ‘f"r eomplete wartins military 1ntegrati¢n of

notice. ¥hils a syctea of military intagration may not be -
- & prosont nocessity for othsr officss of CIA, it iz belisved -

“pasls sminiwna points: | | o
R | 050, and 1f zonsidered mscessary CIA 28 & whole, . °

U power Go assign, promote, trailn, end adainistey the
- officers thezedm. = .. . ) 3 :

« G50 should have the power not only to teke besic
.. steps for the Lmmodiate integratlion of present €S0
personnel Into wilitery stalus ab auy given tims,
but aleo to sct up & resorve of competent parsonmnel.
.-t9 be brought inte G50 during any essrgency ab appro-
- priate rorks and agsigmmonts.. Specifically, im R
crecyulting reserve personmel, 0S0 should bave the
. suthority to offer rezerve comafssiomse -

. Approved For Reléase 2002108/ A0K-RDP84-00499R000700090019-1

' campletely coordinsted attack from both the cryptansiytfe
and the operationsl procurement standpolnt on the probles -

‘030, vis-g-vis the Jolnd Chiefs of Siaff, not only &b ke

envisazo the establishmert of OI0 as the intellironce arm o

050 in order that it csn be pad into affeet at & moment's

‘that 1t is an immediste neseosity for USO. The implememtam =
tion of this proposal should provide at least the followlng . =

. shenld heve its own Regerve Officer system with the S
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‘_9» The DGI ghould set up a dircet, frequant, closs reporting

- rolatlonchip with tha vhite :oume, if possible with tha

{resident perzonmlly; If not, with whatever suitable assis= =~
- tost be may designate. It 16 belleved that the hrlte Fouse L

. would be receptive to such an mangemnp.
. tion essential personrsl froa cther agencios.

- pow to propare for the ostablishment of operational units
<. of extended hostilitless

- -and thinking with regard to tho problems presented by funds, supply;s
o twavel, support, etc. LT T T e

. @« A rTealistic intensified personnsl recrulting progyam should -~ -
be instituted izmediately. Without sacrificlyg bosie security, this .-
. showld by done ir such wermer that processing and clesvances of rew . SRR

o personnel can be corpleted in A moxivum of thirty dage. . the ¥F3I 0 -

~#hould Bo roquested to lmeodiately it thoir 1lmit on the number =

- of parsorngl investigations they will urdertaks for GIA and showld R
- Be requuslod to sxpedite these imvestizations to the greatest pog-
- 8ibls extont. Technical table of orcanization and stmilar requirensnts
' should be walved to expedite recraiting of compstemd persommsl, .

. ;m._ Arrangenents should be effected peraltting CIA to mu.ﬁsi«' o

* Basic plasning and such sction as possible should be taken o
- to serve with Theaber and stbordinate comunds in the event = .

e

There shonld be an immedizte allocatdon of sufiiciont,
- properdy looated epsce to cover the present needs of CIA, R
 plus the reasonabls jradictable necds for the mear future. - 7o

. 13. Decentralization of G, wnl erorgency and dissster con-
G tingency planning ghould dbe effeeted. . e

1. Immsdlate afvantege should be itoken of the powers and author=

o dtles granted to the ICL in the Hational Security sch of 14T and the

. CIA Bt of 1949 to eliminste the mexiwum amsunt of administrative RN

. d@etsil for tha purpose of supplying tho moab ropid yealistic suppord .

' - to tho opsrations of 030 and the other officas of the fzensye ithis .
cwenld reguire a revision and streaslining of regulations, procedures, |
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3. mm sheuld ba an Lanedl ate expansion of the aprropriate
scctions of the Inspection and Socurity Steff, and psrti.cularly at e
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‘ tha Hgsemh Eranche This is necessary im ordsr tof

o ae Em’pmﬁta the recrultmsnt, processmg. ard clesrame
: of adequate mambers of peraonasnl. -

L b. Provide the pacessary operationsl support within the
: Unlted States to 030 in the wounting and coutrolling

of thogo operations which should be initiated 4in the o |

" UeS. although tholr ohjective ia abroad.
- ¥ointsin the maximom stardpolnts of 3mritey.mh
will become more dif_i‘im}.t with the influx of new
perwonml end ths stnaln of emsrgonny albustlions.

. ALL key positlons should be staffed Immodiately with the

e bsst avallable porsonnel, regardless of the yaestion of no t:len ‘,‘ L
e b?‘ othor sgercles or other factors. - PoTADS R

o . §. Thore should be an imacdiste review of a.‘l}. pwaanml md AT
‘., other sssets of CIA with a vies towerd sireamlining the operations RN
’ of the Azency and resssigning personnel and facilities where necess - -

in ordar to weed the presoob ard fubture escypsncles.  As a

. ppsult of this review snd resssessuent, necssssry persomel and
o7 facilitles should lmmodiately be irvensferred bolwpen offices, par— e
. ticulsrly from other offices to 850, and adainistrative end ast.aﬂ‘

] famtiom throughoud tha Agency should be streanlined. ~

6. Thare a!muld ba & gomplete roview of t&m cwrati@m, mmtinm, BT
. erd concept of the Advisery Council snd consideration given fo the . oo

o jwmediate strengihening and expanding of the proper uiilisation e.t
SRR cemmioaticm int.emgema for guidance and othor puryosas. '

7+ Staps shocld be taken o ylace "ahe shemy on an Mg&my

" basis and considarstion given to the prescnt or future irstitution - ;ﬁ o
- of such steps 23 & 6-~day week, vegnired overtlme, staggared shifts, - - -

carcallation of exberded leave, svallability of all key officers on.

a 2-nour basis throogh an inforusntion desk to be sed u;: on & 2&%@&? | '
ﬁaty mhadu]a mﬁar tha szi.ta.f Gpemtar, atr::.- o S

':a«j'j»zv ;mmw SPECTFIGALLY NSCESSARY EITHIH 050 R o el

: 1. Al at.epa shonld be takon fmwedistely to placa GSQ onoan

R _emsrzency basls. 111 officers should koep thomsclves availlzble on
7 'a 2-hour basis by eall in to the Duvy Offfcer or to an informabion
PR desk to be m& uy um’tw t&m ﬁhief Opmw; Ima&iate plm ahmzm

/ B
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be dremn for the actlon $o be token in the event of any inmereased -
emorpency or dissster, including provision far emergency rendezvous,;

- avallsdbility of weapons, necessory suppllies, etc., Consideration shodd
" be given to cancellalion of extended leave, & 6-day woek, nucessary .

overtins, stagzersd shifts, & skeleton force on duty when NECEssAry, | - =
14, P : D S s S & o R .
Z?. Such action se possible zhould ba taken to move compunonts

of 050, and particularly the Registry, t¢ a new location where they
would be lese vulnersble to tho possibility of enemy bozbing. duf= o

‘ ficient eguipment ghould be purchased snd work started imnediately

. to mierofilm the files of GU0 and the Director's office for sale sto-
. rage in sn interior srea. You will recall that 0AD is st precent drawe

-'{.f ing up plens and figures for this projuct.

. ' 3, As soon es possible, wo should undertake the complete re-
evalugtion of sasete, operations, procedures, and comndtnents of OS50

- a8 the basis for s realignment and reallocation of our sffort. HRon~

aceenitial operations should bo stripped in favor of the priority ones..
Cur assets in porsonnel should be reallocated on this basis to provide

x . maximsn support to the most erltical areas in Headguarters and thie Field.

IENO h. Emargancy getion da line with the cuggéfntions. containgd in
Section III should be taken to cosple tely staff 050. 11 key positions

' presently vecant should be steffed immcdislely. As scon 3 posalble all

. incusbent.. . . L.

" key positions shoild bo backstopped with individuals capable of assuning

~ them, st lesst temporarily, in the event of the sbsence of the designated

" 5. JID should be doubled in space and personnel o estsblish an . .

- efficient Registry capsble of functioning under the strain of increased- . - o

= energency and of furnishing the agximum gupport to 050 operations.

" geryice for more rapid delivery and more sdequate secarity. -

6. TRD should be expanded to include the imatitution of languuge

. 4raining, perticularly in the Slavic langueges Cese Officer tralalngy

U and training of interrogators, photographers, field teass, etc. - O

7. Comnunicetions farilities should be strengthened and expanded -

- in ordsr 30 provide necessary 050-controlled communications for any .. e j:’if )

- regsongble anticipated poak emergoncy load in any area. A program o
" ghould be instituted to previde OS0 wiivn ites own pouch and courder . .

' § scblon chould be instituted to provide 030 With its own omer—
- geney. transportation, ineluding aircraft. - S AT T
S 9. ?recummtmd 'stoe‘izpiiing 'o;{f“' nec-ésaw' -6pcra£ianal aupﬁliea :
'Iikaly',tﬁ:-bg'invuritiealdam 4in the event of continuned emergency . .- - s
ghould be begamy - . 7 Sl B Ty

: CIA-RDP84-00499R000760090019-% - .~
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_ 19.‘ As 500N g% Epace can !:e allocated, & special intelligemca .

o eleared area, with fudl filing of zpecial intellipence material should Sl
o ba srproved w8 rapldly as possible, where e;m:»rapriuw, u cleured L .
‘special intelligence channelo, — , ‘ e e E

25X1A- B

12. - an adaquate 0SO translation section, centrally edninistered =
- for econouy purposes, should be established and sitaffsd to service the
- necessary present and future needs of 0L0. Particulsr ocophesis should
.+ be placed on procuring translators cozpetent to hsndie the Slavie
. langupgos and sufficient liberality vlih regard to saleries should
. be exercieed to prosure competend porsonnel, il bseing noted that trang-
S lators thoroughly cospetant for G50 purposes sre slmest lspossible to
7 procure ab the sa’lary lovels generally considamd bf hi.vil Seyvice to
s v_be adequ“ta for this type of personnel. .

U <3;3. Planni”,‘ ghould start and neccssary baeic action be taken ze

C-i poon &8 pessible to sel up a skeleton Ireoework fox operational tsaus L

- - st Theater and lower luvels, for SCI teams, interrcgation teams, gad temns
R - handh ca’:f.umd docuwnte in the event ef extended mfu.itar‘j mtiozz. '

S 1&. F:mctianal filea and indices, adapteble to eumwmspianage ST {
~ #ar Roos type use, should be sat u;x on &'Ll Soviat ard yurtinent aetellitc T
' inmlligence sOrvicess SEEE e Lo SR

-f' 5. Pnzparamon ot mtomatic mast- and mmtad 1131:5 at‘ uoviet
&nd satellite intelligenca personnel and partincnb Gomunis:; parsenali- S
N 1&5 shcnldha ins*itutad. . R I S : N

ot Gl RR el

e 16. In eddition to the mction a‘i.raaﬁy in proesss mzarding at&y«-
- behind sgent nete, responsibility should be nllccatad Jor cozapletu
' owrall plaxming, and aetion to provide for '

Ceordinatezi evacuation of cur ewn personml, mczludirg e
4 " designation of the personms) and equip*ent that ars ta SR
nt.mmpt m ntsy in plama; ol i

“',Special agent tas:m to de drapvpad, }.mdeé, csr utﬁarvisal’"if"‘ RIS é
plmd :!.n m:m mst ukely to be mrarrm; e 7
vEL e
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4. ¥all-back Lasss latcr to bta established es forward

bases in perbincnt ereas. It is belleved thet flrsd 25X1AD

conaideration suvuld be giwven to al |bane,

to which our own persennel and the parsonnel of aphiro= . -

priate foreign insellizence services can initially
£rll brok end which, if the gituatlon parialis, can .
‘1lmtor ba used &8 & forasrd base for controllling opera=

be piven also to immedlate preparation for such basss
in otiler &resE. : o : _ .

17. &8 scon asg practica‘o’lé, 8 revision and tighwnihg of adninige

trative procedures and conirols to peraib the effective, orderly funciiom= ;

ing of 050 in the face of emeryency stralns and otresses, plus $he se-

" celerated influx of mew personnsl. Among the pointe to be coasldered

. are the establisiment of & functioning fxecutive Conference, composed
" of Division wnd Staff (hiefs, operating directly under the ADEQ or NADECE
the praparation of manuale of instructions, reguletions and procedures,
© move ripid eontrols and ¢roeschacks, including an internal inspection
‘procedure and incressed sdministrative and procedural training ef pore

. sonnel.

" major foreign intelligencs services wilh whoa ve conduct ligison the -

© exact framework of comeitments and collaboration betwsen 00U end these

“"_;"nervicns in the face of the present and inevitsble future ciergencios. i

o7 ke That you consider the svove proposals, nole your concurrencﬁj o
- or disagreement wits thea, and discuss thoue which you consider neces-
 sgry with the ICI for his declsion. e LA A

T 2 That the proposals outlined sbove with which you concur them - -
- be assigned on an ad hoc basis to the best qualified available steff sad -~

. division officers of 0SO for comp

lste and lmmediate deteiled propocals -

‘tions in tne | —arsa. Considerstion should =~ = =~

e 19. As poon &3 practicabie; a responsible Headquarters rapr@séﬁﬁa- £
" tive or ropresentatives shoukd, after full discusgion and decision &8 to - s
" the exact position of 050 and (lay Giscuss with the responsible heads of 7 =




